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Project Plan:
LSSC Software Tracking Database Project

This project will develop and implement a centralized software-tracking database for Lake-Sumter State College (LSSC). The new database will provide the IT department with an institution-wide inventory of software applications, responsible departments, renewal dates, and other information necessary to manage software assets. In addition to improving software inventory management, the database will allow LSSC to identify redundant applications, reduce unnecessary licensing expenditures, improve cybersecurity oversight, and support software consolidation decisions. 
Initiation Phase
The initiation phase establishes the purpose, feasibility, participants, expected results, and boundaries of the project. Baars (2006) explains that the project idea is explored during this phase to determine whether it is feasible and has sufficient support to proceed.
Why this project? LSSC needs a centralized source of accurate software information to support licensing, cybersecurity, budgeting, and future consolidation decisions.
Is it feasible? The project can primarily use existing LSSC personnel, infrastructure, and software records. The primary challenge will be collecting records from multiple departments and establishing common data standards before combining them into a centralized system.
Who are possible partners? The CIO and IT Department will provide executive and technical leadership. Other stakeholders include Finance and Procurement for licensing and costs; academic departments for instructional requirements; administrative departments as users; and Privacy, Compliance, and Cybersecurity personnel for security requirements.
What should the results be? The project will deliver a working database that tracks software, versions, licenses, departments, installations, and renewal information and supports software management, budgeting, cybersecurity, compliance, and consolidation decisions.
What is outside the scope?  The project will not replace existing applications, mandate software consolidation, redesign institutional processes, or require major hardware or network upgrades. Its scope is limited to developing and implementing the software-tracking database.
A significant decision-making consideration during initiation is balancing centralized software management with the specialized needs of academic departments. Some departments may require unique software for instruction, research, or accreditation. The project must therefore provide institution-wide visibility without assuming that every specialized or low-use application is unnecessary.
Definition Phase
During the Definition Phase, the specific requirements for the completed database will be established. Baars (2006) explains that the expectations of the parties involved should be identified as clearly as possible and divides these requirements into preconditions, functional requirements, operational requirements, and design limitations.
Preconditions: The project must operate within LSSC's approved budget, existing IT governance structure, procurement requirements, cybersecurity policies, and applicable privacy requirements. Development must also minimize disruption during active academic terms. Existing software records from IT, procurement, finance, and individual departments must be made available to the project team.
Functional requirements: The database must record the software title, developer/vendor, version, license type, number of authorized licenses, number in use, cost, contract and renewal dates, department, computer or device assignment, installation date, and support status. Authorized IT personnel must be able to search, add, modify, and report on software records. The system should also identify duplicate software products, approaching license expirations, unsupported versions, and installations that exceed licensing limits.
Operational requirements: The database must be usable by authorized IT personnel across all three campuses and provide reliable information for software audits, budgeting, renewals, cybersecurity reviews, and technical support. Roles and permissions should restrict who can modify records while allowing appropriate personnel to view necessary information.
Design limitations: The project should use LSSC's existing technology environment where practical rather than requiring major new infrastructure. It must remain within the approved budget and schedule and must not require replacement of existing applications merely because they appear in the inventory.
Activities: stakeholder interviews, review current software records, document data sources, define database requirements, establish acceptance criteria, prioritize requirements.
Responsible team members: Project Manager, Database Administrator/Developer, IT asset-management personnel, cybersecurity representative, procurement/finance representative, departmental representatives, and selected end users.
Deliverable: Approved Requirements Specification.
Decision-making consideration: Different departments may define “necessary software” differently. Academic departments may require specialized applications with very small user populations that appear financially inefficient but are essential for instruction or accreditation. Therefore, the database should document these applications rather than automatically classify low-use software as unnecessary.
Design Phase
The project team will translate the approved requirements into the logical and physical design of the database. According to Baars (2006), requirements established during Definition are used to make design choices, from which a final design is selected. The LSSC design will establish related categories for software, vendors, versions, licenses, departments, devices, and installations, along with user roles, reporting capabilities, security controls, and data migration processes.
Activities: create entity-relationship diagrams, data-flow diagrams, interface mockups, user roles, reporting layouts, security/access design, and data-migration plan.
Responsible team members: Database Developer/Administrator, Project Manager, IT asset-management staff, cybersecurity staff, and representatives from departments that will use the system.
Deliverables: Approved database design, ER diagram/schema, interface prototype, security/access-control plan, and migration design.
Decision-making consideration: The team must balance completeness against usability. Collecting every imaginable detail about each application could make the database difficult to maintain. Therefore, database fields should be limited to information that supports licensing, security, budgeting, support, compliance, and institutional decision-making.
Development Phase 
During Development, the team will prepare everything necessary to implement the approved design. Baars (2006) explains that this phase arranges the personnel, schedule, tools, instructions, and resources required for implementation. Existing software records will be cleaned and standardized, implementation procedures prepared, and a pilot group selected before deployment.
Activities: prepare the database environment, clean and standardize existing software records, develop data-import procedures, prepare test cases, create user documentation and training materials, select pilot users, and establish the implementation schedule.
Responsible team members: Project Manager, Database Developer/Administrator, IT asset-management staff, cybersecurity staff, departmental data owners, and selected pilot users.
Deliverables: An implementation-ready database environment, standardized migration dataset, test plan, user documentation and training materials, pilot plan, and implementation schedule.
Decision-making consideration: Software records from different departments may use inconsistent naming conventions, versions, or licensing descriptions. The project team must establish common data standards before migration so that the same application is not mistakenly recorded as multiple software products. Any conflicting records should be verified with the responsible department before being entered into the production database.
Implementation Phase
During Implementation, the project takes shape and is evaluated against the approved requirements and design (Baars, 2006). The database will first be deployed to a limited pilot group to test records, reports, permissions, and data accuracy. Any problems will be corrected before the complete software inventory is migrated and the system is deployed institution-wide.
Activities: deploy the pilot database, migrate sample software records, conduct acceptance and security testing, correct identified problems, migrate the complete software inventory, train authorized users, and deploy the database institution-wide.
Responsible team members: Project Manager, Database Administrator, IT support personnel, cybersecurity staff, pilot users, and departmental representatives.
Deliverables: Operational database, migrated software inventory, completed acceptance testing, trained users, and implementation report.
Decision-making consideration: Deployment should avoid registration, final examination timeframes, semester startup, and other periods when IT and academic operations are particularly sensitive to disruption.
Follow-up Phase
The Follow-up Phase will transition the completed database into normal IT operations. Baars (2006) identifies support, maintenance, training, evaluation, reporting, and transfer of responsibility as follow-up activities. IT will assume responsibility for maintaining the database, with procedures governing software additions, upgrades, renewals, installations, and removals.
Activities: transfer the database to IT operations, establish help-desk support, complete user documentation and training, schedule periodic inventory reviews, conduct a post-implementation evaluation, document lessons learned, and formally close the project.
Responsible team members: CIO/IT leadership, Database Administrator, IT asset-management staff, Help Desk, cybersecurity staff, and Procurement/Finance representatives.
Deliverables: Operations and maintenance documentation, support procedures, inventory-review schedule, final project report, lessons-learned report, and formal project closure.
Decision-making consideration: The long-term value of the database depends on maintaining accurate information. LSSC must therefore establish clear responsibility for updating software records when applications are purchased, installed, upgraded, renewed, or removed rather than relying on departments to update records voluntarily.
Conclusion
The LSSC Software Tracking Database Project will provide the college with a centralized method for managing software information across its campuses. Following the six project phases described by Baars (2006) provides a structured process for defining requirements, designing and preparing the database, implementing and testing the system, and transferring it into normal IT operations. The completed database will give LSSC more reliable information for managing licensing, cybersecurity, budgeting, and future software decisions while recognizing the different technological needs of academic and administrative departments.
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